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ABSTRACT 

Educational facilities have changed to accommodate 
changes in the provision of educational services- Today, educational 
facilities utilize innovative design concepts, new materials and 
finished surfaces, and sophisticated furniture and equipment. The 
full utilization of such facilities can easily suffer from a lack of 
adequate knowledge about them- Hence, orienting users to new 
facilities is a vital step in the completion of a school and the 
beginning of its use. This report addresses itself to this step and 
provides some guidelines in conducting a program of user orientation 
to new facilities. Case histories of two high schools, a junior high 
school, and an elementary school are cited as examples. 
(Author/HLF) 
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Mcxleni-dav (xluoir ir/i/i I l.lnne■t■':^ lane an eiXirv'^nelv dit'ficult task of 
prwifiJnp quality '.^iur':ii,ion to nia.}";:.-.?^:- of studp.nls iii view of 

de'CT^e^isod veveuMnr>^ •■-oaTvin); costs, H^hirtinp jopulations and clianjiunr, 
educational pro^T-^anf". [\\ch a challtnr.e requii-^e^r": tlial a fcxv greatei^ 
G7uphasis be piaced on i^lanni-ng fc>^ schoolr^ thaji lias been the case to 
date and necosnitates the development of improved techniques specially 
designed for educational planning. 

lYojecl SijTTU-Sch'Dol is intended to pinwide an action-oriented organiz- 
ational and functional frainevv^ork necessary for tackJ.ing the problems of 
modern-day educational planning. It was conceived by a task force of 
the National Cornndtt-r^.e on Architectur-e for "education of the Arr.erican 
Institute of Ar.x:hilects, working in conjuTiCtion with the Council of 
Educational Facility Planners. The national project is comprised of a 
network of component centers located in different parts of the country. 

Tine mairi objec:ri.ve C'f the 'Chicago component Is to develop a Center for 
Urban Educational Plcmning designed to bring a variety of people — 
laymen as well as exper-ts — together in a joint effort to plan for new 
fonns of education in their communities. The Center is intended to 
serve several different functions -Lncluding research and developiTient , 
investigation of alternative strategies in actual planning problems, 
community involvement^ and dissemination of pi;xDject reports. 

Tlie lest two decades have witnessed some major changes in the field of 
education. These changes are characterized by humanization of educa- 
tional services (zero reject concept, ear]y intervention, etc.), 
individualization of cun:dculum (variable grouping, continuous 
developnient , bilingual schooling, etc.), individualization of instruction 
(differentiated staffing, team teachijng, individual pupil instruction, 
etc.), and new and different organization of schools ("schemes", middle 
schools, magnet schools etc,). During the same time period, educational 
facilities have changed to accanmodate changes iji the provision of 
educational services. Today, educational facilities utilize innovative 
design concepts new iTiaterials arid finished surfaces, and sophisticated 
furniture and equipment. The full utilisation of such facilities can 
easily suffer frem a lac^: of adequate knowledge about them. Hence, 
orienting users to new facilities is a vital step in the completion of 
a school and the beginning of its use. The present report addresses 
itself to this step and provides some important guidelines in conducting 
a program of user orientation to new facilities. It is hoped that this 
report will be of some interest to educational facility planners and 
school administrators. 

Ashraf S. Manji 
Project Manager 



ORIKr^TING USrIKS FOR m^J FACILTTrES 

Plan I Execute I Cominmiicate I These are the important steps - the 
necessary ingredients - in the development of any successful prcgrara 
for staff orientation prior to openirg a nevr school. Records show that 
the best conceived planning pi'ocess and the ablest execution too often 
fall to pi^oduce expoctedj hoped-for results- t'fhy? Because of failure ■ 
somevrhere during the process to coirmunicate to those vrho vill eventually 
use the new facilities. Cornrfiunication is most important. It must be 
continuous from beginnirig to end. It must insure that there will be no 
gaps and no voids in the loi^g pi-ocess from idea to reality. 

Therefore;, a model that establishes guidelines for orienting the staff 
of a ncvr schoo.l prior to the beginr.lng of operations is very necessary. 
This mode], should be flexible so that it may a^dapt to unique situations 5 
yet sufficiently complete a:)cL specific to extend its usefulness to those 
with little;, or limited experience, 

Ihis paper does not prapose to establish such a mode.l. It wil-l;, 
hovrever^ endeavor to stimulate interest and direct attention to the ever- 
increasing need for;, and nature, of sta.ff orientation. It will also pro- 
vide certai.n guidel.ines for the development of a successful, parograra;, or 
model; while citing several actual case histories as exeunples. 
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Some experienced planners insist that the people who vdll eventually 
occupy and operate a new school principal^ ctaff, service personnel 3 
and even the students themselves - must be involved in the planning. 
While thivS is desirable ^ it is not entirely essential, according to those 
vho contend that ultimately a3.1 vrxIJL need some degree of orientation 
regardless of their varying pre-planning experiences. Nevr design concepts; 
new and different finished su-vfaces^ textures and materiaiLs; new and 
Increasingly sophisticated envirornnental systems; and various items of 
instructional and non-instructional- equlpisent are examples where full 
utilization may suJfer from ignorance or lack of knowledge due to 
inadequate orientation. 

Established modes of operation are hard to alter. Teachers ^ custo- 
dians ^ cooks and others are slovr to change behavior pa.tterns even when 
behavior patterns are the resu.lt of past physicaJ. facilities which have 
been forced upon them rather than requirements in the perfomiance of 
previous tasks. Fear of the ne\r is perhaps the grea.test restra?lnt against 
acceptance. Therefore ^ a s'uccessfuJ. orientation pragrani must be planned 
to carefully familiarize the nevr users vath the! unfajniliar and to carry 
ttiem through the critical "shake-dovrn" period. • 'Open and frank discussion 
are essential ingredients to success. Hiey often break through the doubts 
and fears that so many have when finally called upon to use nev;^ different;, 
and unusual facilities ^ and thus tend to minimize the traumatic change-over. 
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other e^^oups that should bo oriented to tr ^ use and operation of 
new faciD.itiec include parents, ir.eiabers of the comiiunity, and of course, 
the students. VHille the latter have a unique built-in ability for 
self -orientation, and can usually adapt rather v^ell and quickly to nevr 
surroundings 3 planned orientation for students is reconiuended for the 
satke of efficiency. The strongest argument for well-planned orientation 
of patients and members of the corr.raunity in general is to obtain, and 
hopefully maintain their continued and whole-hearted support of the 
educational environirient-^ V/ithout their support there is little hope for 
educational iruproverjient in the community. They must be kept abreast of 
changes in educationcJ. philosophies djid instructional pro^^rams, and 
perhaps most important, the educational av^akenin^ their children will 
experience in using new advanced educa.tional facilities. 

Orientation of all gzx)ups, but particul.arly parents, members of the 
conuTiunity, and students can be accomplished in several ways. The principal., 
his staff, the school district central, staff, and even the architect arid 
• the pla.nning team might wel_l share the responsi^bility . Written statements 
of philosophy, togeUier v.ath an explanation of the instruction?!, program 
and a description of the physica-1 features of the nevf school shoul-d be 
prepared for distribution. The publication should be reinforced mth 
opportunities to hear explanations, discuss progrartis and visit uhe school. 
Hov^ever^ since most school construction projects are rarely completed on 
time ^ it is su{^gested that this be anticipated by schediLling meetings in 
homes of parents or in public places within the neighborhood, before constri^c- 
tion is due for completion. 
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An operational plan for a'nev; school requires ir.ore detail than is 
usually provided in the educational specifications. Therefore, to 
insure a smooth opening;, and efficient operation thereafter ^ a well, docu- 
mented and well conminicated operational plan is needed* While the plan will 
require the total, efforts of everyone for successful implementation ^ it 
should be developed initial2.y by the principal and' his staff • 

When new facilities are designed for a non-traditional program ^ with 
instructional areas changed from the standard classroom to open space ^ 
the role of the teacher must eSLso chajige in order to effectively utilize 
the facilities. The teacher must acquj.re ne\v knowledge and new techniques 
for team planning;, te^m te.aching ;, and continuous individual progress of 
students. All these may succeed to some degree in traditional facilities - 
and in rare cases the teachers may be prepared to change to open space 
utilization - but in of new open space schools ^ some staff development 
is needed. 

ThuS;, staff orientation 5 with a minimal level of re-education of 
teachers should guara^ntco initial success vrhen the new school begins opera- 
tion. Ihe faciLlty can then buil.d on that success to develop a highly 
effective instructional program even though true perfection may never 
actually bp achieved. Team teaching dates back approximately fifteen years ;, 
and most teachers today have at least some knovfledge of its use. However^ 
a faculty that is unfajniliar vrith operation^in open space wiLl require 
perhaps two to three years of staff development to reach peak efficiency. 



MTURi: OF PROG KAJ'i 

Communications and in-scr/icc training or staff development are 
necessary activities in the preparation of a program for the operation 
of a new facility. Both are irr.portant. However , the need for adequate 
communication is two-fold and therefore more critical in terms of 
assuring success. 

Firsts the program shouH.d co.naraunicate the instiuctional plan and 
design concepts to the users of the facility. Resources to accomplish 
this are: 

1. Written docurrients including philosophy statements^ 
curricular materials 3 and educational specifications. 

2. Expertise of those involved in the planning including 
educators, consultants and the design team. 

3» Architectuxal plans, and last but not least, the 
Completed facility. 

Second, the program should communicate the physical aspects of the 
facility including unusual materials of construction, systems and equip- 
ment to appropriate faculty, staff and service personnel. Resources 
available to do tliis are: 

1. Written documents including educationaJ, specifications 
and manufacturers' publications. 

2. Expertise of the design teami manufacturers' represen- 
tatives; and suppliers of material and equipment. 

3' Ihe completed facility. 



Oommimi cation is great!! y enhancod and facilitated when advantage 
Is taken of al.l availab].e som'ces of infom.ation. These sources would 
Include : 

!• Review aJJ. written docimionts . 

2. Presentations and demonstrations by resource personnel. 

3. Discussions between resource personnel and user. 

k. "Hands on" operation of facility and eq^uipment under 
authorized and plannea supervision. 

Nothing can provide orientation as vrell as actual practice, and of 
course, the best place is in the nev; facility itself. Demonstration by 
experienced educators and factory representatives can be follovred by super- 
vised practice. The procedure is ready-T.ade for success- Unfortunately, 
hov/ever, construction is rarely completed in time to allow orientation 
and practice in the ne\i school, and the nevr staff must often improvise 
space in existing facilities in order to develop teaming techniques. 

For example , in one case a middle school team operated for several 
years prior to planning a new school in what had been a World VJar II 
military building. In another, teams operated in a gymnasium of an old 
school. These are but t\io isolated instajices to illustrate that practice, 
wherever possible ^ will produce results. 

Other, and no Jesr. important, features of a program to develop an 
operational plan includes gui.delines for staffing and faculty organiza- 
tion, curriculum selection and ijaplementation, selection of learning 
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activities so that specific goa!!.s may be achieved ^ public reporting^ and 
plant operation. 

Hie operational plan is actually the implementation of the educa- 
tiontul specif icatiors - or user requirements - vhich are prepared initia3JLy 
to eommimicate educational criteria and needs to the architect. Brwever. 
the operational plan goes even f mother than the educational specif 5 cations 
and requires more details and additional features' to insure smooth 
opening of a nevr school and the smooth operation for least the first 
ye^ar. A partial list of such details and feati^es TOuld include the 
following : 

1. Staffing Plan- 

2. Philosophy Statement 

3. Curriculum Guidelines 

a. Statement of goals 

b. Course offerings 

c. Scope and sequence of courses 

d. Learning activities 

k» Qrganization for In.struction 

a. Organization of students 

b. Organization of teachers 

c Organization of eourses and learning activities. 

5. Accounting and Reporting to Parents 

6. SchcdiLlcs 

a. Peop].e 

b. Time 

c. Space 



7. P]ans for Opcrdnc of Schoo], 

a. Mai nLcndnco and operations Gchcdales 

BuAld:i.ni5 supcr-^rision schcdales (durins and after school hours) 

The plan for staffing is extremely crlticaJl. . Ihe principal and' the 
school district office both must understand the real importance of obtain- 
ing people who agree vrlth the stated philosophy and are capable and mlling 
to implement the instructiona!!- proeram as stated in the educational 
specifications. It is important; toO; that students^ parents^ and commu- 
nity be given the opportimity to review the philosophy and goals to insure 
fajniliarity and understanding by all. This is total involvement. Finally, 
the plaJi shoivl.d provide for earl.y identification of personnel to be selected , 
or transferred into the new school. 

The typical curriciLluin is generally stated in broad terms vrhich 
lists courses ajid scope of sequence;, but leaves the specific definition of 
coui^sc froals and the selection of leai-^ning experiences to each individual 
schoo]-. The quality of the coui^ses are therefore dependent upon individual 
teachers and to 'a lesser extent ^ upon department heads. VJhile the task 
of defining coui^se goals and selecting learning experiences is relatively 
simple in a traditional school organization because of limited teaia planning 
requirements^ curriciilum planning requires the highest level of leadership 
and the best talent available v/hen the organization of teachers requires 
teajn planning, ihe task also becomes more difficult as the philosophy and 
goals continue to change. 
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Activities ~ learning activitit-s - are needed to enable the learner 
to meet certain course coa3.s, VThen the goal:, ar. traditioneJL in nat^are^ the 
activities exe farn:i.lj.a,r axid consist priraarily of reading. Publishing 
companies cons'^antly search for nevr ir^arkets in their attempts to meet the 
goals which are emergintl frcir the needs of society and the desires of 
the public. Textbook and resource books ^are relatively easy to select ^ and 
GXe an obvious source of learair^, activities for the staff of a new school. 
Hovrcver, recognition and better uJiderstanding of the unique differences in 
the capacities and abilities of men to leani has st.imil.ated a new philoso- 
phical stance for individuali^/.ation of learning activities ♦ This new 
philosophy greatly broadens the opportunities and rec^uirements for selection 
in wider areas of interest and lea.rnini_^ activities. The faculty of a new 
school that is dedicated to individualization may need the sei^vices of 
consultants in selecting proper . learning activities and developing indivi- 
dual learning imits« 

The organization for instruction "^'riLthin a school has been drianging at 
•a rapid rate in recent i-ears. The tralitional concert of a single teacher 
for each thirty studejits in a self-contained classroom is being replaced 
by a new concept of a team of teacht^rs for 75 '^^ students in a large ^ 
open;, loft-type space. In order to raiccessf ully make this change ^ organiza- 
tionally;, philoGophicaUy and physically ^ the educationaJ, specifications 
must spell out the plans in detail as they affect both teachers and students ^ 
and the physical facility must provide the necessary spaces. 



The faculty must be organized into coi;ipatible tearcis whose members 
have time to plan the curriculum and consider innovative approaches to 
COMTse organization. Most elem.entary schools in the past have been trad- 
itionally organized on a grade level basis ^^^t more and more they are 
moving to organization for individualized cc .uous progress. Most 
secondary schools have been traditionally organized by departmental divi- 
sions, but a trend is novr evident , particularly at the middle school levels 
to organize on a thematic basis, Thus^ changes in organization, philosophy, 
learning habits, teaching techniques, and facilities design must complement 
one another if education is to move ever fonvard. 

Scheduling is one of the most obvious tasks to be performed, end the 
system of scheduling ultimately selected or developed must be compatible 
with the curriculum goals and objectives. It is necessary to identify the 
resources of faciH-ty and students, as veil as availability of time and 
space. Innovative approaches have emerged in recent years which offer more 
control by the users in an attempt to organize time to accommodate the 
'learning tasks. It is advisable that t'th faculty and students become 
involved in decision making related to length of time and frequency of 
activities in order to take advantage of the varied opportionities afforded 
by flexible-type schedules. 

The successful operational plan should also include such non-instruc- 
tional aspects as accountability for learning; a system for reporting to 
pai^ents; registering, scheduling and orienting students; distributing 
student schedules; placing equipment and ordering supplies. 
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Finally 5 a rather comprehensive plan for operation of the physical 
plant shoald be given consideration. It should be developed before school 
opens, if possible 5 and should include a schedule for preventative main- 
tenance, equipment service ^ delivery and pick-up, and a schedule for 
custodial services that includes daily , weekly, and periodical and 
infrequent tasks. 
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DEVELOPMENT OF PROGRAI'I 



Responsibility for leadersMp in planning and developing the orienta- 
tion program rests logically upon the principal even though resources may 
be supplied from the district^ or other levels ^ in terms of personnel^ 
funds 5 or consulting services. Success of the program will ultimately 
depend upon the enthusiasm, efforts and leadership supplied by the new 
school^s principal, who, together with his supporting team will need to 
consider the following: 

1. Needs 

2. Necessary Tasks 

3* Possible Activities 
Available Resources 

a. Time 

b . People 

c. Funds 

d. Other 

A primary objective of the orientation ^rogrera is that it is sufficient 
in scope to guarantee a successful operation the very day school opens for 
instiniction. If this objective is realized^ then it is possible to build upon 
Initial success rather than be forced to overcome initial shortcomings ^ 
or even failure. 



It is not uncommon for a facj.lity planning team, one composed of 
experts in various fields, to express and recommend the need for a relevant 



individualized continuous progress program in a conservative school 
district that is traditionally oriented to group learning. Successful 
implementation must then result from a sequence of steps representing 
logical devenopraent of instructiona.! staff skills , and would include: 

1. Team Planning 

2- Team Teaching 

a. Large group 

b. Small group 
Individualized instruction 

3* Ungraded Programs 

k. Differentiated Staffing 

5. Year-I^ound Operation 

6. Open Campus (secondary level only) 

7. Self -Directed Study (independent work time) 

8. Modular -Flexible Schedule with Large Blocks of Time. 
9« Inter -Departmental. Teaming. 

It is essential that an orienta^tion program is capable of implemen- 
tation within the time and resources available, therefore ^ in preparing 
to open a new facility^ school district leaders should include the following 
steps for consideration immediately upon completion of the educational 
specifications : 

1. Complete Architectural Planning. 

2. Appoint Principal (if not appointed earlier) 

.3» Identify Staff Members (if not identified earlier) 
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Develop Plan 

a. Involve staff, comir-iujiity , architect , consiiltants , others . 

b. Consider resources ■ 

c. Identify activities 

d. Review philosophy 

e . Identify goals 

f . Revievr school district courses of study 

g. Develop curriculum plan 

h. Define instructional rationale (related to groupings of 
teachers and students and availability of learning 
materials.) 

i. - Develop schedule of timej space and personnel 

j . Develop plan for pupil accounting and reporting to parents 
k. Develop plan for opening school (orientation- of students, 

parents , other s • ) 
1. Develop plan for operating school (supervision of plant 

before, during, and after school hours; transportation 

schedules; dining schedules, other) 
Plan Interior Furnishings ~ Demountable Partitions and other 
Space Dividers, Furniture and Casework (review if selected 
earlier) 

Select Instructional Equipment (review if selected earlier) 
Select I^earning Materials (review if selected earlier) 
Select Maintenance and Custodial. Eqid.pment (review if selected 
earlier) 



Orient Non-Instructional Staff 

a. Orient custodial staff concerning surface materials and 
cleaning methods. 

b. Orient custodial staff concerning operation of cleaning 
and other custodial equipment. 

c. Orient maintenance staff concerning building equipment 
and routine maintenance needs • 

d. Develop schedule for cleaning and preventative maintenance 

e. Orient food service staff concerning operation, cleaning 
and care of kitchen equipment. 
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CASE HISTORY - TVfO HIGH SCHOOLS 



The nation's 13th largest school district in terms cf enrollment, 
vith llif^OOO students and ir.ore than 5,600 professional staff members, " 
began construction on t\ro nevr high schools in early 1970. These 
schools were designed to accomiT.odate student enrollments of 3,000 
and 2,000 respectively and both were occupied and ready for use on 
September 7? 1971. "Ehey became the 37th axid 3Sth secondary schools in 
the district* and although quite compact in design, one covered approximately • 
six acres of ground space and the other covered approximately four and 
one-half acres of grourid space. Hovrever, the unique aspect of these 
schools concerned neither capacity nor size but rather the fact that 
they represented a definite break in tradition for this school district. 
Space was designed by the archdtects for each project to satisfy not only 
today's needs, but aJLso tomorrow's change. Ai^eas set aside for mathematics, 
social studies, langua.ge arts and other related general education programs 
were partially open, vath various divisions of space accomplished by 
■liberal use of demountable and reil.ocat^ble partitions. 

The orientation program that eventuaJ.ly materialized was doubly impor- 
tant, and indeed critical, due to the fact* that not even the superintendent, 
school principals, or district instructionaJ. leadership who were involved 
in the original facilities planning remained to see the buildings completed. 
.Although it vras difficult to sustain fim\ commitments during much of the 
process, a measure of relief was finally forthcoming from the district 
level through appointment of key personnel on the dates indicated below: 
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SCHOOL "A" 



September 1, I97O 
January 1 , 197I " 
July 1, 19a 

July 15. 1971 
August 2, 1971 

August 16, 1971 



- Principal 5 Librarian ^ one Secretary 

- Gaidance Director and Curriculum Coordinators 

^ All Departinent Heads ^ Deans ^ Guidance 
Counsellors and Administrators 

- Plant Mechanic 

Two Directors 5 Cooperative Business Education 
Programs 

- Remaining Faculty and four Custodians 



SCHOOL "b" 
September 1, 197O 
January 1^ 1971 

July 1, 1971 

July 15, 1971 
August 1, 1971 
August 16, 1971 



- Principal and Librarian 

- Curriculum Coordinator , Dean of Girls ^ Guidance 
Director , Secretary 

- All Department Heads (12) , Dean of Buys , two 
Counselors 

- Plynt Mechanic 

- Four Custodiajis 

- Remaining Faculty 



The principa-ls, behind wholehearted support from their staff and 
faculty 5 began organizing early in I97I. Consultants were brought in 
and a three -day workshop v^as held in March for fifty leaders from the 
two schools. The real purpose of the vrorkshop vras to develop proficiency 
in writing learning activity packages ^ and forty-nine participajits were 
able to complete at least one package each. Some completed more^ and 
one participant completed and field-tested with her students, fifty 
additional packages between March and June, 1971- 
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Throuchout muc?i of the smsr^or the faculty and staff from both schools 
vorked hard to prepare theraselves^ and their respective schools, for 
successful- opening in September, 1971. During this period the principal 
from a high school in another state which was successfully operating 
an innovative prcgrajn vras brought in as a consultant for t\ro days to 
provide detailed information relative to individualization for students. 

In addition, the adininistrative team from one of the high schools 
also met with the principal^ assistant principal, axid a department head 
from still another school to discuss flexible modular scheduling which 
bad been developed vrithout the benefit of a computer. This was an important 
factor since the new school had no funds budgeted for programming or 
computer running time during the first year's operation, A 'key sort card 
was thus developed and the 2,000 students were actually scheduled by hand. 
Participation in schedulp.ng was a new experience for the new faculty. 
Teachers and department heads vrere called upon to make decisions - new 
decisions - related to the total amount of time to be provided each learning 
.activity, includir)g the number of segments and the duration of the segments. 

The school district revised the course of study a short time prior to 
the opening of the two new high schools and the staffs were committed to 
implementing that curriculum. Goals and course descriptions were stated 
only in broad terms and it remained for each faculty to identify the goals 
and objectives to be met in each course. The learning activity packages 
that had been developed during the spring of .1971 provided one vehicle for 



individualizing after goa2s and objectives were identified. Unfortunately ^ 
resources were unavailable for employing consultants during the three weeks 
prior to the opening of school. ' Hovrever, some consultants were brought in 
from the State Department of Education and time was spent by the faculty 
primarily in team planning and further develop]nent and production of learning 
packages . 
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CASE HISTORY - ELEMENTARY SCHOOL 



A small rural school district with only seven school centers 
began construction in January ^ 1970 on a new elementary school to replace 
an old, outdated school which had been abandoned for instructional purposes 
due to obsolescence. An experienced educational facilities consultant 
began "working with the principal and staff a full year before the actual 
start of construction to develop educational specifications, coordinate 
architectural planning, and aid in the selection of furniture and equipment. 
Since the steiff was involved throughout the plaxinlng process and was moved 
with little personnel change into the new facilities, they were well avrare of 
the building design concepts and the instructional programs that were to be 
offered. The planning and construction schedi.ile was as follows: 

January, 19&9 Beginning of Educational Specifications 

May, 1969 - Completion of Educational Specifications 

July, 1969 - Commissioning of Architect 

January, 197O - Beginning of Construction 

May, 1970 - Development of Specifications for Furniture 

and Equipment 

November, 1970 - Receipt of Bids for Furniture and Equipment 
March, 1971 - Completion of Construction 

The old, original school that V7as replaced had standard classrooms 
that accommodated thirty students and one teacher, vrhereas the nev7 
school was planned and designed for teajn teaching v/ith instructional spaces 
that -vrould accommodate approximately 120 students each. Therefore, in 
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order to provide the teachers with necessary sldlls for teaniing and 
individualizing the learning process the fo3_3-owlng activities were 
scheduled and took place on the 'dates as Indicated: 



August 5 1970 



Unipac Vforkshop for all staff members 
(one week) 



September 5 1970 



Began using auditorium in old school that 
had been modified to accommodate one team 
of teachers 



February/May-;, 1971 



Began planning in-service workshops to be 
held in AiJgust for faculty and staff 



August, 1971 



School Board approved differentiated staffing 
for new school. Three weeks of in-service 
work provided for aJ-1 teachers with appropriate 
time scheduled for maintenance, operations^ 
and food service personnel. 



The primary objective of the Unipac Workshop was to provide every 
teacher, with the opportunity to develop sufficient skill to complete at 
least one individualized learning package. While learning packages do not 
provide a curriculum, they do provide one means of individu^izing, and 
•it is necessary to identify goals and curriculum scope and sequence for 
meeting thbse goals before any meaningful learning packages can be adequately 
developed. Ihus, the teachers were able to experiraent in their own class- 
rooms in developing and field testing learning packages. 

With minor changes and modifications, the auditorium in the old school was 
converted into a team teaching center. This afforded an excellent 
opportunj^ty to begin development of prctctices which could be demonstrated 
to, and used by, everyone in the f^'^ooI. 
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Between February and f'^ay^, 1971 5 a program was planned for utilizing 
time during August for in-service training. Teachers were to receive extra 
compensation for this time as it vras in addition to the nomeZ; pre-school 
duty required cf all instructional personnel in the district. Thus> the pre- 
school period was extended to tkt^ee weeks and vras utilized by the teachers 
in the nevr school for organizing into tearas^ developing individual learning 
packages and developing and preparing both short range and long range 
evaluation materiavls for students and teachers. Staff members from a 
neighboring elementary school ^ mth experience in a s5.railar prcgra/rij sezved 
as consxJ-tants during a portion of this pre-school period. 

In addition;, m.aintenance and operations personnel were given instruc- 
tions in preventive maintenance of building equipment, use and operation 
of cleaning equipment, and care of surface materials which in many cases were ■ 
new to them. Food service personnel f aiailiarized theiruselves vd-th new kitchen 
equipment;, and with the aid of a food service con sul.ta.nt from the State 
Department of Education ^ Imich was actually prepared for the staff for two 

days vath melius selected that vroiO-d reqiure operation of all equipment . 

'\ 

Plans have been made for a comprehensive evaluation of adm.inistrators 5 
teachers 5 students 5 and sewice personnel and plant at the end of the first 
semester 5 v/ith a follovr-up evaluation e± the end of the first full school 
year, VHiile the orientation pragraia was well pla.nned^ well financed and 
ve!l.l executed;, one caution is appropriate - commitment by school officials 
to finance a program for dnfferentiatcd staffing should be made very early 
during the pH.anning and orientation process. 

-22^ 



CASE HISTORY - JUlflOR KIGK SCHOOL 



A medium-sized school dist;.lct vdth a total of almost 60^000 students j 
began construction in April; 1970 on a ne\i junior high school to replace 
an old, outdated existing junior high school, Ihe principal, and a porticii 
of his staff participated throvighout the entire planning process and 
con-cinued on through the construction phase in preparation for opening the 
new school in September;, 1971- .The planning and construction schedule 
was as f ollovrs : 



October 5 19^9 - Beginning of Educational Specifications 

December, I969 - Completion of Educa^tional Specifications 

February;, 1970 - Approval of Final Architectural Plans 

April;, 1970 - Beginning of Specifications for Furnltvire 

and Equipment 

Apri3. ;, 1970 - Beginnii^ of Construction 

May, 1971 - Completion of Specifications for Furniture 

and Equipment 

September, 1971 - Completion of Construction 



The o].d, exi.sting school had traditional- standard classrooms, vhereas 
the nevr school consisted of large open tesjn teaching spaces su:rrounded 
by conference and seminar rooms and project areas. The principal and 
district administration recognized that this nevr design concept vrould 
necessitate in^-seivice training for the staff to effectively use the nev 
facility, . and although a consultant from a ncai^by university helped in 



planning the activities , the major responsibility fell upon the principal 
and his staff. 

The primary goal of the in- service training was to individualize 
the new instructional progra-ii, and in order to do this it was first 
necessary to organize time on a modula.r and flexible basis j then define 
the course of study , and finally , prepare learning activities packages. 
The school district thereupon made the necessary financial commitment for 
five additional, weeks of work time for the faculty during July and August ^ 
1971 prior to the opeainj of school. The schedule for the in-service 
activities is as f ollovrs : 

JxLly 19 - Work begins 

July 21-23 - ConsiLltants from the State Department 

of Education work vdth the staff. 

July 30 5 Aug. 6 & 13 - Consultants from university review week's 

work. 

August 16 - Evaluation teemi from another school district 

presented criteria for formal evaluation 

l*he first meeting on July 19 3 1971 was conducted by a university 
professor who made presentations on flexible scheduling and its potential 
for individualization. Ihose attending the meetings in addition to the 
principal and his staffs included school board members ^ the superintendent, 
and school district administrators and supervisors. Considerable time ^^^as 
provided for ouestions, and discussions in small work groups, and the meeting 
in general afforded an excellent opport^anity for frank coinrnunicatlon 
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between all participants. 



On three succe^'sive Fridays' the consul.tants from the university 
revievred the week's TOrk with staff members offered constinictive criti- 
cism and s^iggestions J and presented films and video tapes to illustrate 
teaming and individualization. Finally ^ at the con* elusion of the wrkshop, 
each teemi gave a progress report on achievements and plans for the coming 
school year. 

In retrospect the leaders involved in the 7/orkshop noted with 
I'egret that no orientation program had been provided for non-instructional 
personnel. They noted too that reliance on press releases ^ rather than 
'direct involvement j was an inadeq.uate procedure for disseminating information 
to the public and comjnunity. 



